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ABSTRACT 

The Strategies for Change and Knowledge Utilization 
(SfCKU) watched nine colleges as the individual schools deliberated 
internally regarding any proposed programmatic change that would have 
substantial impact on undergraduate education, SfCKU would thereby 
gain access to docisionmaking in complex organizations. This document 
details the activities at the University of South Carolina (USC) 
following their acceptance of the SfCKU offer* The USC change 
concerned the establishment of the Bachelor of General Studies (BGS) 
degree, intended to contain cur^icular innovations* This paper 
focuses on the ad hoc committee formed to meet the issues raised by 
the BGS proposal, their problems, and their ultimate success* The key 
success of the ad hoc group was that it opened a direct line of 
communication for faculty reactions to the university administrators* 
(Author/PG) 
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Consider the banana. Slippery In cue form, edible in another, 
enjoyable in most, and guaranteed to rot if ignored. Tlie prospects 
for achieving change and self renevjal in complex organizations, 
specifically universities, are similar: slippery in many forms, 
enjoyable in most, and guaranteed to produce rot if ignored. 

ll^e Stratei;jics for Change and Knowledge Utilization (SfCKU) 
project arrived on the University of South Carolina (USC) campus 
as it dAd on niost, in the form of a letter from the project director 
that elicited a positive response from the chief college administrator 
to whom it had been addressed. The offer was intriguing, the 
acceptance immediate, and the results r'nstructive- The idea? A 
simple one* SfCKU would watch each of thu nine colleges invited to 
join the consortium as the Individual schools deliberated internally 
regai-ding any proposed programmatic change wlich would^ if adopted, 
hnve substantial impact on undergraduate education. SfCKU v;ou1d 



thereby pain access to decision making ii' complex organisations, 
^ - USC would, in turn be able to draw on the consultants and 
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and questionnaires supplied by SfCKU, thereby gaining (a) outside 
evnluntion of attempted changes, (b) a relatively impartial ("'Dutch 
Uncle") critic of USC operations, and (c) data concerning student 
and faculty opinion of USC, And thus v^as the v;edding perforfiied. 
At the time of the project's inception USC could be typified in 
numerous ways. It had a strong, albeit benevolent , central admin- 
istration as well as a large, but basically lethargic, faculty. 
The university had :'ust established for itself a Faculty Senate, 
but that was a larp.ely reactive body - empowered to act for the faculty, 
but not directed In its mission. 

Ihe focal concept was an experimental Lollege initially proposed 
during fall 1971, It had been designed to be all things to all people. 
It V70uld offer a 120 hour bachelor's degree vithoit any specific 
curriculum requirements, it would foster experimentation by faculty 
in the design of new courses, and would, indeed, support a widj 
variety of research, especially that focused on teaching techniques. 
It was tlie breadth of the original proposal that caused the greatest 
difficulty for it, \^at was finally offered for the approval of the 
faculty senate was a Bachelor of General Studies degree that also 
attempted to include support for faculty interested in currlcular and 
teaching innovations. v 

The compromise th-it wds ultimately approved in late spring 1972 
preserved the concept of a 120 hour degree with no specific curriculum 
demands, but did so by Including a tlireo man faculty supervisory 
committee for each student's program^ and dispensing with the attempt 
to lodge support for experimentation only in one college. During 
v^^^^^^ course of the dcliberaLions whicli surrounded what came to be known 

ERJC ^g^ t-'^^ "BGS proposal," USC established in fall 1971 a SfCKU task 



force conposed of members roproscntlnct both sides of the 
philosophical split vlW ch dovolopcd around the BGS . Neither the 
"liberals" arguing for no controls other than record kcoplnp, 
nnd ninicnal advising nor the "conservatives'' who advocated tliat 
control of the students degree program necessitated faculty 
input and endorsement v:ere espoused by the task force. The 
SfCKU group decided to remain neutral in the debate and simply 
to observe and measure cbangc as it occurred. 

Thus, during spring 19 72 the Institutional Functioning 
Inventory (IFl) was given to 25% of the faculty, while the 
College and University Knvironment Scale (CULS) and the Experience 
of College Questionnaire (FXQ) was administered to about 3?! (500) 
of the student body. This data ultimately came to serve tv;o 
purposes: First, it /rovJdcd a nca^mrc of faculty and student 
opinions regarding USC before the start of the BGS program, and 
it now provides conparative data for the ongoin^^ readninis tration 
of these questionnaires during spring 1974 nov that the CCS program 
has been in operation for two years. Second, and perliaps more 
importantly, the IFI, CUKS, and ECQ data becarae available in nid- 
sumer .*9?2, shortly after the Faculty fenate bad established an 
Acadenic Fon-Mrd Planning Connuttee (AFPCJ to work with the central 
adininistration on long range planning for institutional growth and 
development. It had long been sensed that the administration dfd 
not have such a unit, and n numljer of the issues raised by the 
faculty in its debates surrounding the BGS degree made apparent the 
absence of such a unit in the faculty organ! nation. 

The initial BGS proposal was idvanced through the nonna] 
-acuJty comiAlttee structure, but ivas tabled in fall 1971 in the 
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Faculty Senate v/li^iii initially reported out of comjntttec. The 
next six months saw considerable bebln<l the scenes activity as 
the central issues of faculty control over the BCS student's 
programs and university support for curricular and teaching 
Innovation v;erc argued lonf^ and hard. Finally the issues wore 
separated, the I>CS including a three perj^on faculty review and 
approval coinnlttce was approved by the Faculty Senate, and the 
issue of university support for innovation was set aside for the 
time. 

My focus in this paper, however^ is not uoon the contents 
of the debate over the past several years, nor even the forma] 
process itself^ but rather a most fascinating^ ad hoc group formed 
in late suinner of 1972 in response to sonc issues laid bare by 
the inilial BGS propoj^al, As USC's institutional representative 
to the Strategies for Change Project, I was faced with vrlting a 
final report in June 1972 concerning all of the activities that 
had surrounded tha SfCKU task force during Its first year of existence. 
It was a nmst educational experience as it represented the first 
time 1 had ever stepped back to consider the process---- 'the significant 
facilitators and i nhibi tors-- -of faculty decision making, 

It became apparent during the writing of that report that 
conservative t^einbcrs of faculty, generally but not cxclusiveJy post- 
AO In age, had a significant impact on all proposals considered in 
th^ Vacuity Senate V It became apparent tliat.j Whetbor deliberately 
or not i dally coffc hour discussions in ti\c university's Faculty 
Club tended to lend great anc! well founded consistency to the conscr-- 
vative view point in Faculty Senate debates. In addition to well 




aced conu^iittec assignuients throughout the formal cormiit tee structure, 
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conservatives tPtuUKl to have a focused impact on fnculty debate 
as a result of consistency of argument In floor presentations. 
The result can best be diplomatically labeled as a significant 
lack of dynamism in typifying faculty actions in the immediately 
preceding years. 

In order to norc effectively counteract this conservative 
Inertia, I proposed the formation of a small discussion group of 
faculty Innovators, generally more normally distributed with regard 
to age, albeit perhaps skewed toward the post-40 age levels. It 
was my suggestion that such a group be formed to meet sufficiently 
often so as to be veil informed on upcoming Senate business— more 
frequently as issues arose, less frequently as demanded by Senate 
itunctivity. 

The. group first net during August 1972 in the form of four 
younger members of the faculty, including myself. The initial topic 
of discussion was the brst manner in vv-hich to enlarge the group so 
as to have a significant impact on faculty opinion. It was decided 
to expand the group in two stages. First, by consensus among the 
four present we enlarged the group to 12. Second, at the first 
meeting of the larger group the following week we suggested that each 
motaber bo encouraged to bring one additional member with him or her 
to the group's third meeting. 

The consensus enlargement fro;y,4 to 12 was focused on achieving 
two things. First it was desired that the "liberal" and pro-lnnovatlon 
emphasis be preserved. Second, it was Intended that other philosophical 
points of view be reflected in group discussions. This latter was 
Q intended to keep the group's thinking both fresh in response to 
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challenge and enlightened as rcgnrcis possible bases for challenge 
in subsequent '^Ctimpnlgns » " 

The first topic addressed by the third meeting of the fully 
enlarged group was that of noniinating a chair for the Faculty Senate 
in the upcoming September meetings Considerable discussion 
surrounded the issue, and it was finally decided to move that election 
procedures be changed so that in the current and future elections 
only a chair-elect would be elected who would, in turn, succeed to 
the office of chair in the following year. This agreed, the group 
fell to debating who would be an adequate chair. After much discussion 
it was agreed a moJorate would be the best choice. A number of people 
x;ere considered, but the choice was narrowed to one. The others 
uho had been discussed were contacted, informed of the group's reasons 
for its selection, and all agreed to withdraw if noniinated. 

Much less debate surrounded the group's choice for chair-elect 
and anncd with the tv;o natnes a subtle campaign was initiated* The 
results are easy to relate. The group's laove to elect a chair-elect 
in that and subsequent years vras adopted. The group's nominee for 
chair was elected without opposition and the chair-elect had one 
other nomination of fered in competition, but the person nominated with- 
drew Ills name, and the chair-elect won by acclalmation. 

Flushed with early success, the grou]) adopted a pattern of meeting 
once a month during 1973-74, nine days prior to eacli Senate meeting. 
The iigend a tfas always open to all suggestions witli nothing formally 
presented. Any member was free to contribute any topic and position ■ 
at any meeting, but nothing was prearranged. Some meetings were short, 
over by 10 P.M,; others went on until 2 A.M. — on a school ni^htl 
Y^- After a fall of monthly meetings in which attendance quickly 
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IFI, CUFS, and KCQ qiics I ionnalrc data became available during 
the suMHier of 1972 and worked its way through the faculty 
contniittce structure during fall 1972, The data quite consistently 
demonstrated significant pockets of faculty coucorn including 
the desire for more intellectual atmosphere , a scattered rosnntment 
of the pou'er vriolded by the central university adninistration , 
and receptivity to innovative solutions to long standinf> probler.is. 
Ulien the IFI and related data were made available to the faculty's 
Academic Forv^ard J'lnnning Corpialttee^ the AFPC endorsed the 
administration of the Institutional Goals Inventory (IGI) to all 
members of the faculty and administration to facilitate discussion 
of Institutional goals. 

The strate^jy by whicli thfs cndorscTnent was enacted is an 
Instructive co-amentary on the impact of the ad hoc discussion group 
on faculty decision making. At a workshop, sponsored by SfCKU ■ 
during, Jate January 1973 and attended by six members of the USC 
faculty and adminis t rat lon---al 1 members of the ad hoc group-- a 
strategy was developed for presenting the IGl to the Senate for its 
endorsement and help in administering it to the faculty. 

The plan involved presentation of tbe IFI and related data to 
the Senate at its February meeting along v;ith a brief analysis 
indicating t1\e nature of the opinions reflected in that data and the 
manner in i;hich tli'^? IGl would facilitate AFPC planning to respond to 
the cxptessions of faculty concern. Following Senate endorsement 
of administration of the IGI, it was planned that the IGI be sent to 
each Senator along with instructions to complete the questionnaire 
-nnd bring it and any questions or concerns about it to the March meeting 



of the Scaato. It v;ns intended that following a question and 
ansv/Oir session in *1arch the Sonnt<>rf? would tlieu be used to deliver 
the IGI to tlicir collea^^^ucs and to hound those colleap.ucs Into a 
guilt invoiced (?) response. The q\iostionnaiies were to be collected 
in late March, scored in April and reported to t\io Senate at its 
May mec^tlng, the la.'^t of tlie academic year. 

Senate endorfienieiU was unanimous, but contin^^ent on meeting two 
deriands. First, it Mas recjuircd that a written report of the results 
of the IGI analysis be circulated to all niembers of the faculty 
and adrunistrc'tt ion. Second, it was also rccjuircd tluit AFPC and the 
SfCKU task force conduct a v/orkshop in early fall of 1973 for interested 
faculty to analy?:e the results and then move toward achieviEig the 
stated goals. Botii conditions were acceptable to all parties and 
the plan of l^te Jr;nunry played out in full detail, althougii data 
collection took soiieudiat longer than expected. 

The IGI quostioiinaires vjcre finally collected in May, subrdtted 
for scoring in June, and tlie results became available in July* Based 
on a 55.7% rate of return and ad:ninlstcred V7ithln each department and 
college of the university, the data were a perfect reflection of the 
use faculty according to rank, length of service, department, and age. 
These data served as tlie focal point for an SfCKU workshop held in 
late July during which the plans were formulated for two workshops 
for presenting the IGI data and atteiulant issues to the faculty in 
early October . 

The workshops were hold, exposing the data to the analy t ic eye 
of approximately 130 faculty as well as 20-^30 students. The two 
workshops were so successful in generating faculty and student input ; 
concerning the. university's goals and nuuies for achieving therij that 
fflhe ad^niiust rat Lon subsequently mandLited a pa.rallel admii:ist rat ion 
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workshop for supervisors do\jn throiLjr;h Lho clonus. V'fint lias resulted 
are a faculty and students divided luto interests-defined task forces 
sifting and analyzing means for achievin)» institutional p.oaU: as 
proposed by faculty and adii)i n i s t rat ivo workshop input. These reports 
are being relayed to an administration sensitized to their content 
by workshops based on tlic sarae dato ai\d responsive to faculty awd 
St udent concerns . 

As .with any lo5:er's encounter with a banana pee]^ the SfCKU 
task force ruiv land flat on its assumptions, but we have illustrated 
here the efforts of a lr\ry,e, complex organi/^ation attempting to give 
input to all its inenibcrs in the establishment of organi ;=:a t i onal goals. 
The success of that effort will be told imned Lately by the output of 
the task oriented faculty student working groups and in the long run 
by the success of USC in years ahead in reaching or maintaining the 
goalj^ established in mid-fall 19 73. 

VJithout reviev/ing Havelock 's theory in all its detail, my role 
as insti tutiona/l respresentative to SfCKU and initiator/organiser of 
L\\c ad hoc discussion group does perhaps qualify me to comment frori 
the pract 1 1 i on{^ r ' s perspec t ive on its strengtlis. Wi tliout a doubt, 
the key success of the ad hoc group and the IGf administration it 
facilitated were t!ie linkages enabled by the group. Liberals v/ere 
exposed to the capably expressed concerns of the conservatives. A 
direct line of romr^.unicati on for *^unf i J tered" faculty react tons into 
the of f ice of the university \s president was established. Facility 
Senators v;cre used as a line of con™iiiication betv:cen the Academic 
Forward Planning Committee and its constituency. Time and again tlie , 
left hand (any one f acul ty commit tee) found out what the right had (a 
/^"tcend faculty commit tee) was doing. 
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Clearly, openncr.s of tlic ^rcup discussions v;os facilJatory. 
Despite the dark rutnors surrounding its existence^! the group Invited 
key personnel to its rncetfnp,s to share in an open, unencunihered 
exchan^'.e of opinion. Rased on fact tiot affect, debate was alv/ays 
stimulating, and ^^eneralJy facilitating of achievement of the group's 
goal s , 

From the initial neeting of four, the first expansion was 
d r re c t e d more or ) e s s t o v/ a r d i n t: 1 ud i n i n f 1 ue a t i ci 1 o j) i n i o n le :\ d e r s 
in n manner Mint facilitated discussion and o[)ened lines of conniun- 
1 c a t i o n . Ti le next, an d c r i t i c a 1 , e x p a n s i o n w a s t h r o vigh the d o z e i\ 
and a half to t v; o d oxen m e n:b c r s of the g r o up to t li e vo t i n p, me mb c r sh i p 
of the Senate and its constituency, Tiie result was a faculty proposed 
adiu! nisi rat ion facilitated co11ectio:t of IGT que:; I i onnai re data and 
a means for novinp, from dfit.a t o rea 1 i ty , 

liven as was true of the primal cliimpanxec v;ho first encountered 
the banana, di'ST>lte initial frustralLons tlie ultimate experience was 
well worth the effort. Faced novi with a "bunch^^ of problems, v;e find 
the f ut nre . . . v/e ] 1 ^ appealing. 



